Based on the author's personal experience in business, current business literature, and conversations with industry experts, this article focuses on managing the financial resources the nurse entrepreneur may use in running a small business. Three main topics are discussed: financial controls, service pricing, and financial record keeping. Other essential topics in the discussion of managing an effective small business, such as taxation and insurance, were intentionally excluded from the article. The occupational and environmental health nurse entrepreneur needs to seek specialized consultation from a tax accountant and attorney concerning these issues. Additional information on these topics can be obtained from the resources provided in the Sidebar on page 186.
Before delving into the heart of the financial concerns, a word must be said about business planning. The importance of planning in all phases of a new venture cannot be overemphasized. The business planning process can compensate for a lack of business experience by forcing the entrepreneur to ask tough questions and engage in strategic thinking (Bangs, 1995) . During the start up phase of a small business, the nurse entrepreneur
Resources
Internal Revenue service, Department of Treasury undoubtedly engaged in extensive planning. The business planning process in this stage involves personal evaluation on the part of the entrepreneur. analysis of ideas and trends, market research, decisions about the legal form of business, determination of the location, and development of a formal business plan. Indeed, business planning encompasses the formal business plan, but the process also can be useful as a tool to manage and expand a company. Planning continues to be an essential part of managing throughout the lifetime of the business (Kalina, 1997) . Accountants often say, "failing to plan is planning to fail" when it comes to running a small business (Covello, 1995) .
MANAGING FINANCIAL RESOURCES
As part of the strategic planning proce ss after a new venture is underway, capital must be regarded as a business tool requiring skilled use. In addition, service pricing, whether for consultations or clinic related fees, must balance the company's financial needs with what the market will bear. Cash flow, which is said to be the "heartbeat" of the small busine ss, must be understood clearly by the nurse entrepreneur to avoid disastrous financial situations. It is implied in the ability to effectively manage the financial status of a busine ss that the nurse entrepreneur maintains good busine ss records.
Strategic plann ing is an attempt to match the strengths of the business with resources necessary to achieve the desired mission and goals (Kalina, 1997) . Strategic planning is a process that perpetuates a healthy growing entity (Haag, 1997) . With this in mind, policy and control are the key ingredient s of any successful business. The overrid ing policy of any business is (Bangs, 1995) :
• To determine what the market needs and wants. • To satisfy those needs and wants. • To make a profit while doing so.
Managing the business for profit is the goal and requires effective controls. The old saying, "if you don't control your business it will control you," stems from the ability of the company owner to control the financial outlook of the venture. In fact, lack of financial planning and control is the main reason small businesses fail (Stolze, 1992) .
Effective financial control requires much more than preparing financial statements. Analyzing and correctly interpreting the statements are important. Most experts agree a start up company should have a certified public accountant (CPA) prepare all financial documents. According to Bangs (1995) , if a start up business cannot afford a CPA, it is too undercapitalized to be in business. The nurse entrepreneur must understand the financial statements and use them appropriately in the analysis of the company's overall financial situation. A good CPA will be of value in analyzing and interpreting the financial position of the company.
Of course, at the basis of meaningful financial statements is a comprehensive record keeping system. A CPA is usually key in setting up an accounting system to support the necessary data collection for preparation of the necessary financial reports.
Three key financial reports are useful in financial management. They include:
Glossary of Business Terms (continued)
Fixed Assets: those assets that will not be used up or converted to cash within 1 year; sometimes referred to as long term assets.
Fixed Expenses: expenses/costs that do not change in total as volume changes.
Income: excess of revenues over expenses for a specific period.
Market: potential customers for a product or organization.
Market Share: portion or percentage of the overall market a specific organization controls.
Marketing: management science that attempts to maintain and increase the organization's sales volume.
Mission: organization's set of primary goals that justify its existence.
Mission Statement: statement of the purpose or reason for existence of an organization, department or unit. The statement provides direction related to the types of activities that the business should undertake.
Net Cash Flow: net difference between cash receipts and cash payments.
Net Income: revenue less expenditures; profit.
Operating: related to the normal routing activities of the business in providing its goods and services.
Operating Budget: plan for the day in and day out operating revenues and expenses of the organization. It is generally prepared for 1 year.
Owner's Equity: residual value after the liabilities of an organization are subtracted from the assets. This represents the portion of the assets owned by the organization itself or its owners.
Revenue: amount of money the organization has received or is entitled to receive in exchange for goods and/or services that it provides.
Solvency: ability to meet current and future obligations.
Strategic Planning: process of setting long term goals and designing a plan to achieve those goals; often referred to as long term planning.
Supply: amount of a good or service that all supplies in aggregate would like to provide for any given price.
Taxes Payable: taxes owed to a local, state, or federal government.
Utility: physical or psychic benefit one receives from goods or services.
Variable Expenses: expenses/costs that vary in direct proportion with volume.
• Income statement. • Cash flow statement.
These documents provide the structure for the occupational and environmental health nurse's planning efforts. Properly used, they act as a budgeting tool, an early warning system, a problem identifier, and a problem solving tool (Bangs, 1995) . Typically they are reviewed and analyzed on a quarterly basis (Finkler, 1993) . These tools can be used as a way to "keep score" on the business (Entrepreneur, 1995) .
One other statement most business consultants recommend using regularly warrants mention. It is the break even analysis. This statement is based on the income and cash flow statements. In simplistic terms, the break even point shows the volume of revenue from sales necessary to exactly balance the sum of fixed and variable expenses (see the Glossary starting on page 187). This document can be used to make decisions such as: • Setting prices.
• Deciding whether or not to purchase or lease equipment. • Projecting profits or losses at different sales volumes. • Deciding whether or not to hire a new employee.
Balance Sheet
Briefly,the balance sheet provides the owner of a company with a snapshot of the assets, liabilities,and net worth of the business at a given point in time. It is a summary of credits (i.e., accounts payable), debits (i.e., accounts receivable), and owner's equity (i.e., what the company is worth). The term balance sheet comes from the basic structure of the report: that assets should equal liabilities plus capital. Figure I shows a sample balance sheet.
It is important to remember a balance sheet does not reflect whether a business is making a profit or experiencing a loss. Basically it is used to identify changes in the financial condition of the business by comparing one snapshot look at a previous snapshot look during the same reporting period. Such an analysis may help the business owner decide, for example, to pay down debt with excess cash on hand or to purchase additional capital with the excess cash. manage the day to day operation of the business.
Assets
The cash flow projection attempts to budget the cash needs of a business and show how cash will flow in and out of the business during a stated period of time. Cash flows into the business from sales, collection of receivables, and capital injections. Cash flows out of the business through cash payments for expenses.
For example, by observing trends in cash flow on a month to month basis, the nurse can monitor the influx of cash from operating activities such as cash sales, accounts receivable, and interest from investments against operating expenses to determine how well the business is doing. In addition, the cash flow projection provides a graphic look at how quickly cash is going out of the business compared with how promptly it is being collected. If cash is going out faster than it is being collected, the nurse may want to review collection policies and take necessary corrective actions to expedite the inflow of cash from receivables.
The cash flow statement or projection is divided into three sections:
Income Statement
The income statement is another name for a profit and loss (P&L) report. It is used to determine the profitability of an operation by summarizing revenue and expenses to arrive at the net profit of the company.
In a service business such as a nurse owned occupational health clinical practice, the inventory maintained includes such things as health care supplies, office supplies, and medications. However, the inventory used to service a client is expensed as a cost of sale. Figure 2 depicts a sample P&L statement.
Cash Flow Statement
The cash flow statement summarizes the operating, investing, and financing activities of the business as they relate to the inflow and outflow of cash. Just like the balance sheet and income statement, the cash flow statement charts a business's performance during a specific accounting period (e.g., monthly, quarterly, semiannually, annually). Many companies prepare monthly cash flows and summarize them through an annual report for year end review (Finkler, 1993) .
The occupational and environmental health nurse entrepreneur should use a cash flow projection as a management tool. According to every accountant and business owner consulted, the cash flow projection is the most important financial planning tool available to the small business owner. According to Bangs (1995) , the cash flow projection can make the difference between success and failure and between growth and stagnation. After the cash flow projection is completed, it can be used as a budget. It is a tool to help the business owner It is important to remember the cash flow statement does not reveal a profit or a loss. Just because a company has a positive cash flow does not mean it is making a profit. Conversely, a negative cash flow does not mean a business is unprofitable (Bangs, 1995) .
The cash flow statement begins with the income section. All monies coming into the business are captured in this section. This section includes: cash sales, receivables, investments, and financing income.
Next is the cash disbursement section. It is important to include all expenses or cash outlays in this section. Cash disbursements include: • Materials: all equipment and supplies necessary to run the business. With a consulting firm this may include stationery or the outlay of cash for a new fax machine. • Direct labor: the labor required to produce a service. • Overhead: all fixed and variable expenses required to operate a business. • Marketing and sales: all direct costs associated with marketing and selling the occupational and environmental health nurse's service. • Taxes: All taxes except payroll, paid to the appropriate government institutions. • Capital: outlay of capital necessary to obtain any equipment needed for generating income. Finally, the last part of the cash flow statement is the actual net and cumulative flow of cash. Net cash flow is the difference between income and expenses or inflow and outflow of cash. The net cash flow is carried over to the next reporting period as beginning cash so a cumulative cash flow can be obtained. Figure 3 provides a sample cash flow projection for an occupational and environmental health nurse consulting business.
The most important thing to remember when conducting the cash flow projection is to ensure the monies coming in cover fixed expenses (e.g., rent, utilities). Otherwise, two options can rectify the shortage of cash to cover immediate expenses in most cases: a short term loan or the selling of receivables. However, a rise in short term debt increases the liabilities against the company, and the selling of receivables lowers revenues. Both affect overall profitability.
PRICING
In most situations, the nurse entrepreneur will be providing a service to a client either through direct care of worker populations as in a nurse practitioner (NP) managed clinical practice or as a nurse consultant. The prices the nurse charges for services have a direct effect on the success of the business. Pricing strategies from an economic perspective can be complex. However, there r---..........
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are basic rules of pricing that are straightforward and easily applied to an occupational and environmental health nurse's business. The basic rules of pricing are (Entrepreneur Media, Inc., 1995):
• All prices must cover costs.
• The best way of lowering sales prices is to lower costs.
• Prices must be changed frequently to assure they reflect the dynamics of cost, demand, changes in the market, and response to competition. • Prices must be established to assure sales (e.g., price to sell). • Prices must be kept consistent with the market.
Although there are many different methods of establishing prices, at the basis of pricing is the understanding of the relationship between prices and costs. Before prices for services can be established, the nurse must recognize the costs of running a business. In the current highly competitive market it is important to understand that ultimately the market dictates the price for the occupational and environmental health nurse's services.
Other factors, in addition to competition, affect the pricing of services in clinical or consultative practice. Among these are contracts with employers and workers' compensation reimbursements. In a clinical practice, the occupational and environmental health nurse most likely will charge a fee for service. However, it is important to remember that increasingly employers are contracting for lower price services. In addition, workers' compensation carriers are capitating coverage or setting prices for certain covered services such as X rays, magnetic resonance imaging, and laboratory tests. In such situations, being able to accurately estimate labor costs and calculate overhead properly becomes extremely important to profitability.
After the nurse entrepreneur has analyzed the costs involved in delivering a service and established the break even point, the next step is to determine the maximum price that can be demanded (i.e., charged) for the product or service. Again, it is important to analyze the competition and the market so as not to set the price too high and be undercut easily by the competition.
Covering costs is important, but it is only one aspect of pricing. Economists say that overcompensating by raising prices ultimately will upset the market balance and lead to problems if the competition undercuts prices. Basically three elements must be considered in every pricing situation (Buppert, 1999) . They include: • Labor and materials costs. • Overhead. • Profit.
Labor and Material Costs
These costs include salaries and supplies used for delivering occupational health care to a worker population for an occupational and environmental health nurse's clinical practice. For example, a nurse practitioner's or physician's salary is a direct cost of delivering care. However, if the nurse owner also sees clients and spends 24 hours per week examining injured or ill workers at a rate of $50.00 per hour, the total cost of the nurse's time (i.e., labor) would be $1,200.00 per week. This portion of labor cost must be calculated into total labor costs.
Labor charges typically are expressed as an hourly rate (Finkler, 1993) . In addition, labor may be subcontracted. For example, in a clinical practice setting, the occupational health nurse practitioner may hire a physician consultant. This cost also must be included in the total cost of delivering client care.
Subcontracting may be advantageous to the nurse entrepreneur if it actually lowers the total labor cost. The nurse owner can eliminate expenses associated with timekeeping, payroll preparation, payroll taxes, and benefits that would otherwise be calculated into the total labor cost.
Overhead
Overhead costs refer to all the indirect expenses required to operate the business. These are separate costs from the direct costs of labor and materials. Overhead expenses include insurance premiums, legal and accounting fees, telephone service, advertising, vehicle maintenance, equipment depreciation, management salaries, business forms, office supplies, and professional association dues. A proportion of these expenses must be allocated to each job in the case of the occupational and environmental health nurse consultant and to each fee in a clinical practice setting.
CONCLUSION
Whatever the business activity, occupational and environmental health nurses who embark on entrepreneurship are pioneers in business as well as in the field of occupational and environmental health. Nurse practitioner practices, nurse managed clinics, as well as consultative services are attractive career opportunities. In addition, nurse owned and operated businesses help promote the profession to the public and raise awareness among Profit Finally, profit is the amount of income earned after all costs for providing the service have been met. Figure  2 is an example of the income statement showing how net profit is determined.
FINANCIAL RECORD KEEPING
Records concerning employee payroll, income tax, tax deductible expenses, and other tax liabilities are required by law. Although the law does not require a business to keep records in any particular format, the records kept must be complete and separate for each business (Buppert, 1999) . Payroll, earnings , and expense (i.e., tax) records also are useful management tools. Information about the business's financial condition helps identify and correct any cash flow problems before they become major catastrophes. Regardless of the type of bookkeeping system employed, the records must be permanent, accurate, and complete, and they must clearly establish income, deductions, credits, employee information, and anything else specified by federal state and local regulations .
As stated earlier, when starting the business, it is prudent for the occupational and environmental health nurse to seek the aid of a CPA to assist in establishing the type and arrangement of books and records most suitable for the particular operation. By doing so, the books can be set up to accommodate specific taxes and the payment due date for which the business is liable. Setting up a good system for record keeping only needs to be completed once. Completing it efficiently makes things easier in the future .
A business generates four basic types of financial records that must be kept and tracked. They are sales records, cash receipts, cash disbursements (i.e., expenditures) and accounts receivable that the nurse mayor may not have depending on whether credit is extended to clients . However, in a clinical situation, the nurse most likely will have receivables. On the other hand, the nurse consultant may demand payment on completion of the contracted service and, thus, not have receivables. However, it is likely that in a clinical practice setting there will be a time lag between delivery of service and receipt of payment.
In addition to these four basic financial records, it is important to retain all tax documents and maintain records for three other important items: capital equipment (e.g., an audiometer) , insurance, and payroll. The resources provided in the Sidebar on page 186 can be consulted for a more thorough discussion on taxation and insurance.
1.

2.
3. The occupational and environmental health nurse entrepreneur can avoid business failure by engaging in a planning process that maximizes financial resources.
4.
Successful financial management involves understanding key financial reports and using those reports as management tools to "keep score" on the business.
The prices the occupational and environmental health nurse entrepreneur charges for services will have a direct effect on the success of the business.
Payroll, earnings, and expense records are useful management tools to help the occupational and environmental health nurse entrepreneur track the business and meet legal requirements.
business executives about the choice to use nurses and nursing services in addition to traditional medical services. However, choosing to forge ahead with an entrepreneurial venture can be challenging to the nurse entrepreneur.
The occupational and environmental health nurse entrepreneur can enjoy the rewards of a successful business if armed with a solid business plan and a plan for success when preparing for the business's start. Profits and ultimately success in a business require hard work and careful planning. Failure inevitably is produced by unexpected events. Thorough fiscal management cannot identify and eliminate all of these threats. However, it can prepare the nurse to handle unexpected events when they arise and provide a guide to help avoid fatal business errors. 
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